INTRODUCTION
The impacts of the events of September 11, 2001 affected virtually all tourism providers.
Marketing plans, so carefully laid out over the spring and summer, were found instantly useless as industry officials recognised, within moments following the calamity, that new, unexpected, and uncharted challenges required immediate address. The purpose of this paper is to review as a case study the highly successful post-crisis efforts of the 
CRISIS MANAGEMENT: A PRIMER
The Pacific Asia Travel Association (PATA) 1 has described a tourism crisis as "a disaster, whether natural or man-made, that has the potential to totally disrupt the tourism industry." Calamities such as natural disasters, social unrest, political uncertainty, transport accidents, and acts of terrorism represent problems of crisis proportion that destinations must face. 2 Clearly, recognition that such potentially negative events can strike mandates an investment in pre-crisis response planning. PATA 3 however noted that most of its members, including national tourist organisations, did not include crisis management in their strategic planning, despite their own estimation that they stood a 40% chance of a crisis occurring. A study by Gonzālez-Herrero and Pratt 4 found a similar lack of planning. Their survey of tourism organisations in the USA and Spain found that while 78% of American organisations had at least an informal crisis management plan in place, only 29% of Spanish organisations had made such investment.
This should be of concern, for, as one often hears espoused, 'if you fail to plan, you plan to fail'. The intensity of the moment during crisis is clearly not the time to commence such planning.
The general consensus of those authors who have studied crisis management is that successful response requires, at a minimum before crisis looms, three elements to be in place. These are, 1) a formal and well thought out tourism crisis management plan, 2) the appointment of a standing tourism crisis management task force, and 3) designation of a crisis management centre, either formal or informal, but always equipped with appropriate data access and communications facilities. 5 With these tools ready, during the 'heat of the battle' much critical guesswork is avoided. This paper looks at the specific actions of the CACVB, analyses results, and provides reflection on some of the lessons learned.
TOURISM AND TERROISM

CACVB'S REACTION TO THE CRISIS
The CACVB had a crisis plan prepared and crisis management team members designated, each of whom knew where to meet. The first meeting of the team convened the afternoon of 9/11, well before the shock of the morning's events were understood.
What was soon evident to the team was that their crisis management plan would prove to Fortunately for Charleston, the destination is traditionally a drive-to destination, with approximately 85% of annual visitors arriving by automobile. The map in Figure 1 illustrates, through the use of concentric circles, the driving distance to Charleston from its key markets. Charleston focuses its drive-in marketing efforts towards those cities within a six hour radius. This includes all of South Carolina, most of North Carolina, northern Florida, and parts of Georgia, to include Atlanta. Clearly, this six-hour radius does not encompass all visitors who arrive in the city by automobile. For example, many north-south interstate travellers on I-95, heading say from New York to Miami, detour the 50 miles to Charleston for a short stay, and numerous vacationers in Myrtle Beach, 100 miles to the north, take short excursions for a taste of Charleston. But from a marketing perspective, the major advertising and promotion investments target those within six hours of the city seeking a cultural, historical, beach or golf oriented vacation. 
ADVERTISING EXPENDITURES
The next decision was critical. Rather than the normal reaction of reducing advertising in anticipation of a difficult period, emergency additional advertising expenditures were authorised. Some of these funds came from a re-allocation of resources. For example, it was presumed that international travel would be severely impacted, and expenditures earmarked for international travel show participation were re-allocated to the expanded drive market advertising. Similarly, familiarisation trip plans were scaled back, with travel agents from 'fly markets' excluded from the programme.
Scheduled advertising copy was immediately pulled and replaced with a new "Fall Back in Time" campaign that included the tag line "A short drive down the road. A million miles away" (see Figure 2) . These advertisements, which ran within two weeks of 
OTHER RESPONSES
To make booking a vacation in the Charleston area more convenient for vacationers from the expanded drive-in market, travellers not as familiar with the destination as those within a few hours' drive, the CACVB worked closely with hotels and attractions to create pre-packaged vacation opportunities. The CACVB had always championed such a program, with little success. Following 9/11, the tourism community began to respond.
The CACVB brought in representatives from the on-line booking company World Res to conduct workshops, following which hotel property and attraction attendees were given the charge of establishing creative travel packages that would both attract visitors and enhance booking ease. The results were a new inventory of pre-packaged offerings and hopefully the creation of a foundation which will support synergistic marketing opportunities within the community.
On another front, it was recognised that many associations would be reluctant to hold their annual meetings and conventions in destinations requiring participant air travel.
Seizing the opportunity, 'Regional Corporate and Association Mini-Blitzes' were organised in partnership with local hotel properties to visit associations and major companies within the traditional drive radius. These nearby prospects often looked beyond Charleston for their major functions -being close and familiar is not always a strong selling point. The intent of these 'blitzes' was to convince organisations that this year holding their events in Charleston's outstanding facilities, right in their own 'backyard', was an ideal opportunity.
Otherwise, those potential vacationers who contacted the CACVB for destination information and those travellers who stopped at a CACVB visitor's centre were treated with a 'business as usual' approach. In a 'normal' crisis, deciding how and how soon to declare recovery is difficult. Suggest prematurely that your destination is ready to welcome guests and the result will be disappointed visitors who return home and spread negative publicity, further slowing recovery. But wait too long and the destination runs the risk of falling out of mind. For the crisis of 9/11, the only local damage was to the psyche, damage shared by all Americans. The CACVB crisis management team's proactive decision to maintain a positive tone, extolling the many virtues of Charleston while not being afraid to suggest to Americans that it was appropriate to travel and enjoy themselves, it would seem intangibly aided in the city's post-9/11 recovery.
RESULTS: THE NUMBERS
As did virtually all USA destinations, Charleston area tourism suffered an immediate decline following the events of 9/11. Two effective metrics used to determine the health of the tourism industry are demand, measured by hotel rooms sold, and price, measured by the average daily rate (ADR) for those rooms. Figure 4 and Figure 5 graphically depict these data, in terms of percentage change from the same month of the prior year, for both the Charleston area 11 and nationally. 12 In addition to the percentage change, for sake of analysis, Charleston's raw data are shown in tabular form (Table 1 ). Figure 4 and Figure 5 about here 2001, Charleston was experiencing a far from stellar year. Arrivals were generally flat with no sign of the predicted annual growth the area had enjoyed year-to-year, and had grown to expect.
These results, however, were quite comparable to the overall domestic tourism economy, which exhibited a general softness attributed to the broad USA economic slowdown. The 2001 Charleston numbers indicated that through August, on an overall demand basis, that four of first eight months of the year had shown moderate demand declines from the previous year, while the other four months had enjoyed but moderate gains. Similarly, ADR had fallen for three of the eight months leading up to September 11 th .
Then came the fateful day of 9/11, and for both Charleston and the entire nation, the tourism industry fell into an abyss. As depicted by Figure 4 , overall national September demand fell by 14.8%. Charleston was not spared, as the visitor arrival count slipped even further, having fallen 15.2%. ADR was hit simultaneously, doubling the impact for hoteliers. Nationwide, ADR decline approached 10%. Charleston hotel rates dipped by over 13%. Immediate forecasts foresaw a long and difficult recovery.
While the overall tourism economy continued to suffer following September's dive, the Charleston area experienced a near immediate trend of recovery. Nationally, October demand was off approximately 10% versus the prior year, an improvement from September's 15% decline but hardly cause for celebration. For Charleston, October's decline, just one month removed from 9/11, was but 3%. Through the balance of the year and the first four months of 2002, the USA trended modestly upwards, barely emerging from the red in April. In contrast, Charleston, from November onward enjoyed continuous year-to-year growth, with April's 317,000 visitors representing the single largest visitor month in the city's history ( Figure 4 and Table 1 ).
Further, though Charleston's ADR improved more slowly than demand, this too recovered at a rate which far outpaced the national trend. The improvement, which began by October, and which commenced from a fall more precipitous than the national decline, had moved into positive territory by January, 2002. Though this flattened by the high season months of March and April, the ADR achieved those months represented hotel prices rivalling the highest ever enjoyed by Charleston hoteliers ( Figure 5 and Table 1 ).
Looking back, as the nation and the industry has come to grasp the magnitude of the events of September 11 th , such rapid and dramatic recovery, both of visitor arrivals and average daily rates, was well beyond anyone's expectations.
CONCLUDING COMMENTS
One generally thinks of a crisis as a decidedly negative event. However, the Oxford English Dictionary 13 defines crisis as: "a state of affairs in which a decisive change for better or worse is imminent". and away from, for example the USA, in the face of the 1991 oil crises which severely increased travel costs. 16 A similar response to crisis saw the Singapore Tourism Board during the Asian economic crisis of the late 1990s reduce its regional marketing efforts, instead investing in the cultivation of new markets, such as Russia, while placing heavier than normal focus upon the European and North American markets whose tourists maintained spending power. 17 So, though not a new approach, the CACVB is to be credited for recognising the challenge and for taking appropriate and rapid action. For, as the numbers show, even as the Charleston area lost those visitors who decided not to travel at all, and lost others who opted not to fly to Charleston, successfully cultivated replacement markets more than compensated for the losses.
As a caveat, it is always difficult for destination marketers to confidently link cause and effect. It is tempting to point to results as a direct function of effort, but with so many factors affecting tourist destination selection, CVBs must be cautious about taking too much credit. The scenario discussed herein was not different. Would travellers have made the decision to visit Charleston without the inducement of the new advertising campaign? Charleston as a destination had much in its favour as people decided to take vacations following 9/11, and many clearly would have driven to the city without reminder. Further, Charleston's wealth of history synergised well with the heightened patriotism that swept the nation and perhaps many visitors simply decided, again sans CACVB reminder, that Charleston was the place for a patriotic vacation. Unfortunately, no specific advertising conversion study was conducted post-9/11 to help pinpoint cause and effect, and as such we will never know for sure just how effective the CACVB's actions were. What we do know, however, was that for the Charleston tourism community a terrible situation proved far less destructive than it might have been, and it seems reasonable to conclude that the CACVB's rapid, creative, and decisive action in the face of crisis, at least contributed to the relatively positive outcome enjoyed by the community -a silver lining to a very dark cloud.
Today, we understand that no destination is safe from acts of terrorism, whether it be directly as experienced by New York and Washington, or indirectly, as learned by destinations around the globe. A lesson thus learned, by CVBs and in fact all organisations, is the need for a well thought out crisis management plan, broader in scope than we ever in the past envisioned necessary. Further, the 9/11 experience has reiterated the need for flexibility and a degree of nimbleness in the face of unforeseen challenges.
Mansfeld 18 , from an historical study of the Israeli tourism industry, has crafted a series of principles and operative guidelines that he suggested destinations follow when confronted with crisis. His first principle is that crisis management be "treated as a process rather than a one-shot operation". The flexibility exhibited by the CACVB during the various crisis stages following 9/11 certainly exemplified such a response.
Hopefully, having shared the CACVB's actions following this fateful experience will serve as encouragement to CVBs faced with a future crisis. More importantly, may this review encourage tourism organisations to revisit their current crisis plan to ensure they are ready to deliver their own rapid response in time of future need. 
